[image: image1.png]o O~
I D A child’s place is within the family

“Transforming Residential Institutions for Children
and Developing Sustainable Alternatives”





Transforming Residential Institutions for Children and Developing Sustainable Alternatives
(2008 – 2010)

Project Implementation – Year 2 

Main Achievements
(May 2009 – May 2010)

	Project Objectives:
Ensuring full capacity of the child care system to  respond to the needs of the most vulnerable group of children in Serbia. In line with the Social Welfare Development Strategy and the National Plan of Action for Children, the project will assist the Ministry of Labor and Social Policy and the Ministry of Health in:
· transforming residential institutions into child-centered community based services which respond to local needs;

· strengthening and expanding the existing foster care system and developing urgent and specialized fostering;

· building the professional capacities needed for a transformed and decentralized system of child care. 
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Ensuring kick-start and implementation of the transformation of residential institutions, development of community services and specialized fostering:
The focus of the project in Year 2 was on ensuring technical and capacity building support so that the initial stages of the Master Plan for Transformation of Institutions (and its relevant project outputs) are marked by efficiency, quality and clear results that impact positively on the individual lives of children with disability. Building on the approach of inter-sectoral cooperation (among departments within a single ministry as well as between ministries) promoted during the project’s first year, innovative solutions that rely on mobilization of existing resources are now being integrated into MoLSP efforts.
Despite being faced with the negative effects of the global economic crisis, the results of the second year of implementation prove that the commitment of decision-makers and professionals to reform remains strong and consistent. From the very start of project implementation, the approach adopted has been to ensure high levels of participation by professional ministerial staff on the one hand, and selected practitioners on the other, in all stages of the process (situational analysis, definition of policy options, financial/human resource analysis and formulation of policy solutions). This has proved crucial in securing ownership by those who are ultimately responsible for the implementation of child-care reforms in Serbia.
To strengthen national capacities and ensure sustainability the project strongly relies on national expert and professional resources to both develop policy solutions and design new education programs. Besides proving a cost-effective approach to realizing capacity-building activities (lower trainings costs than planned, maximum use of existing government facilities), this has also resulted in greater coverage of trained professionals than planned in Description of Action. In terms of budget spending, it has resulted in savings that can be used for additional support to achieve project objectives.  

Specific achievements by Project component:

Transformation of residential institutions
The key elements of the Master Plan have been integrated into the draft Social Welfare Law (no institutionalization of children under 3, unless in exceptional cases; ear-marked grants for community based services for communities where institutions are based; introduction of group-homes and small residential units as new forms of placement, etc.). In this way, the endorsement of the five year Master-plan for the Transformation of Residential Institutions for Children has been additionally secured. The plan stipulates a number of major changes that need to take place to enable better quality care and to move towards social inclusion of children with disability.  The most important aspects of the Master Plan are:
1. Total reduction in residential capacities by up to 50%.  This will be achieved through better gate-keeping and better support to biological families as well as through strengthening the fostering system so that it can cater for children with disabilities.

2. Gradual introduction of small residential capacities for 20 to 40 beneficiaries in 12 institutions for children with severe disability and children with challenging behavior (the residential placement of “standard” children without parental-care will no longer be a child-care option, unless it is short-term  ie. a transition solution).  “Standard” children homes will be partially transformed into these planned small residential centers. 

3. The facilities and resources “released” within institutions (by the 50% reduction of residential placements) will be used to open 6 new regional fostering centers, and to provide outreach care to families (foster or biological) with children with disability. 

4. The priority is to withdraw all young children (up to three) from residential institutions, including those with disability and strengthen fostering services for such children.

General and specialized fostering

The Belgrade Fostering Centre has been additionally strengthened through training, joint development of manuals and brochures, and direct participation in the policy-making processes linked to fostering.  With the expected establishment of 6 new fostering centers, the Belgrade Centre will act as a high quality resource centre with the capacity to transfer knowledge and provide ‘peer-support’. Centers for Social Work will also receive specific support through development of child assessment mechanisms to assist practitioners in defining the type and intensity of community-service and support required to care for a child with disability. In this way, improvements in the professional standards of work will be achieved in both of the key system actors relevant for fostering (CSWs responsible for assessment, planning and monitoring;  and Centers for Fostering responsible for supporting foster families).

Healthcare family support in maternity hospitals

After reaching consensus on the necessary changes needed in the health system, as part of setting up gate-keeping and discouraging the frequent practice of medical practitioners advising parents to place their child in an institution, the integration of new standards / procedures into the system has been further encouraged through revitalization and upgrading of the Baby Friendly Hospital Initiative.

Strengthening accountability and monitoring mechanisms
Initial challenges in addressing sensitive issues around staff accountability and independent monitoring have been overcome, and key regulatory changes have been recognized by the draft Social Welfare Law.  This lays the ground for more specific by-law regulations (such as incentive and sanctioning measures related to staff conduct). In addition, independent monitoring actors have been supported to undertake their respective roles. More specifically, NGOs have been supported to actively contribute to the new draft Social Welfare Law and the Ombudsman’s office has been supported to build capacity for monitoring residential institutions. 

Conclusions and challenges:
The implementation of the project has continued in the context of a stable government at national level, which has enabled the active participation of, and ownership by, relevant ministries. However, the timely and efficient implementation of newly adopted policies is a challenge that the Government of Serbia is facing in all sectors due to the economic crisis, and this general challenge is also present in the area of child-care reform.  Nevertheless, many changes have taken place and many aspects of the Master Plan are being implemented - institutions have been opening community services; the number of children in institutions is decreasing with a corresponding increase in the number of children in foster care; and new education programmes for community services are being developed and professional capacities strengthened. However, formal endorsement of the Master Plan is crucial for full implementation. Longer term, there is also a new Draft Social Welfare Law which, after adoption, will give legitimacy not only to the Master Plan per se, but also to a progressive and quality child-care system in Serbia. 

Apart from finalizing ongoing project activities, the focus of project implementation in Year 3 will be on monitoring and measuring results and project outputs, extracting good practice examples and documenting lessons learned for replication elsewhere.  
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